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SUBJECT: fummary Rsport on the Humen Faacurves Program
Conducted with Senlor Offlclals

1. The L hour intiial phara of the Humen Zenowrces Trosran was
ponducted with six growps of esnlor officials during the peried,
3 Decembor 1753 = 12 Hareha 1954 Three of thass croups Included
individuals Prom asross the Agency} two were made up exclusively of
DDA personnsly snd ons conslsted of UDP ares division chiefs and staff
officers of ogulvslent stetus. The roster of 9L senior officials who
ware in the Prorram 1= sttached ag Appendix A. 1 have also noted
on this sppendix the names of sanior officiesls who hed previously
participeted in the Human Resowrges Program,

2« The objeectiver in condusting the Program with senlor officisls
weret (a) % prescnt this basiec suwervisory trailning for the serious
consideration of top opsrating personnel throuzhout the izeneyj (b)Y
$0 mecura thelr veactionn and sugrertionsy (o' %o stimulate cooparative
action at the senlor officlal lavel to improve manogement dn Clay and
{4} to make an sstimste of the requiremsnis for strengthening the
managenant oroceszer through iragsiog,

3. In sy Judgment, the vesponmes to the Program wag very faverable.
1 believs that 9097 of Lhoee who nartioinsted in thers meelinge showed
ganuine Interest in this approach to mansgemsnt tralning; most
gxpressed & wish to have the program cerried on down tha line in their
camponantay and an encouragingly large percentage indiecated a readinens
o perticipate in whatever comprehensive nlan might ba developed to
improve mansgemsnt zt all levels., T would estimate that not over
102 of thess senlor officlals folt or srxsressed basic spposition to
tha approach to munnzemont improvement that ie lmlicit in the Human
Esscurces Progras

ke The problems and suggestions that cama up in the grow and
individus) discuanions wers quits sizilar to thoma discussed in other
grouss throuzhout the Agency. There sesmed to be periislar interest
in probvlems of ¢larifying objeotives, defininy nrocedures, ccordinating
astivity, and sacuring leedership in e concerted sffort to improve
the yuslity of management at sendor officlsl levels,

A summary of the nroblems and suzgestlons from these six
gm%gp%oavéag ?—ﬂc‘)ﬂi’ ﬁelé‘é’gs 4
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%, This orogram with senior officials provided o fine opportunity

to meke an ostimste o the place and function of training in the total
Job of Lusroving massgeseat in the Agsney. As has bea amphasized in

coadueting these meotings, training is only one of several alemanis

in s nevsssarily cosprehensive eadecver Lo lmprove menagescnt. It is
essentisl for futwre slamning, therefors, io ses the itotal ploture

po thal the osntributlons of training may be sporspriate and effestive.

6, 48 & reruit of the systematic dlscusrlons in thls progrem
eoneerning better use of the Azancy's human ressurges, the cues for
nanagemsnt lmprovemsnt appear to be as follows:

g, Throughout the Agenoy, respousible officlals are
eanzelous of the neod o give time and energy to strengihen
the procssses of menagement s & means of greatly lmproving
sfficieney in cpsrations.

b, Senior officinls srs quiie wocsl in expressing the need
for leadershis st the DCI and ID levels if plans and activities
Sounrd monsgement isprovomgnt are to have the nscessary drlve and
are to be zcecentad within the fremework of norasl oporating
responeibilities.

oy It was penerzlly sgreed that an officlal guldlng
stetament of manezement poliey would be very helpful in dsflning
shjectivey snl in indipating precticcble technigues.

dy It wae evidoent thet activities or prograsms Lo lmprove
mansgament mawt bs decentralized at lsest to the DD level to be
effectivag and in moet capes, to the Uffice level, If the basle
principle of ggntralised rolicy but decontralized execution is
aopiled, 1t iz particularly impo “That Lh ;
active iwﬁmhi;s st the top pellicy level of the Agency.

These indications of Interest and need extand well beyond
the scops of training progreme, It eppesrs that the igeney now
requires a comprohensive management development plen within which
training, alen; with tha other stalf services conoerned, mey make
its appropriate contributions to the immrovement of management,

T am gutitning in poragraph 7 below the essentlal elements
in & suggected management development plan for CIA.
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7. ZIhe essential olements ina

&. A statement by DCI outlining tha scope, cbjsciives,
immediate tasks, and long-term phasing of 2 mansgement devel-
cpment plan for CIA.

b, A guiding statement of management polley for super-
vizorz in CIA,

6. 4R outline of the specifications of sn orgunisatiomal
manual or management guide for each organisational component,
which would ineluden

{1} A&n upeto-date organisation chert

{2 & functicnal ststement for cach supervisor which
would olearly delineate -

(a) Bis mission
(b} His responsibilities and authority
(¢! His working relaticnships

4, Instretions in & prozedurs for evaluating perlodieslly
eaoh smervisoris competencn A & MANACAY.

. A theok list of ariteria for rsady nse by suwervisors
to keen them on oourse in improving Agsney manugement procedures.

£, & brisf deseription of the ataff rescurces avallable
in the Azency to apalint each sunervieory official to achieve
his mensyement objectives.

ge 4n outiine of the procedures thet OCI will wse to chaek
wp periodically on the progress of the managanant development
nlan, .

8, To dats, the Humen Resources Prozras has made, 1 believe,

sxtremely valusble coniributions to the general isprovement of
mavagesent in the Agancy by servimg as o vilot project, in jeneratlng
diseunsion regardine: manngemont, in seouring samplings of op

and hy providing the basis for a oractical estisate of the conditions
that must now be Falfilled Af significant sdvances are to be mede In
mesting the eurrent msnagement requiraments of Cli.

n-} -
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Ye htve recchad the noint now whers contimelng prozross
in improving aensgement will requirs the cosbined oparations of tha
Mansgement Improvement Ttaff, the Office of Parsonnal, the Cfflce
of Tralming, and other aspropriste eieff services, within the frame-
work of @ comorchensive menngement lavelopment plan, Utherwlse,
I am afrald that our sansgement training programs and courses will
orove tg be only superfielsl in spplication and temmorary in effect,

The monagomant development <lan ocutlined shove is consonant
with the wort guecersful practicen in the field of monsgement today.
Sugh an sopreach e, I s sure, antirsly functional to the manapemant
bprovenent neads of CIa Loday.

9. It hag hean & preat pleasure to conduet the Y bour initds)
. phase of the Humen Msacurces Program with these senlor officiuls.

The Propram continves dowm throush D0P and DDA, and dn the
individuel offices in ™I, Ve sesm to be scheduled up to the limit
ef our cassbilitiss through the summer.

The follow-up phaees of the Human Sesourges Progran have
become much more varied than hed orizinaily heen snticipsted; but
that, we feel, is 811 to the rood, The mont meaninePul Follow-ip
" now zuo8ers to b in tarms of Apency-wide ~lamniag for menagement
devaleopmant,

1%, I shall e2ll your affice for an a-pointment at ywar oon-
vanlenco to diecuse thic reoort.

25X1A
Chief, “anagesamnt reining tvision
Enslosures:
Apverdix 4
Appendix B
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THE MANAGEMENT "ROBLEM AWPAS THAT APPEARED TC BE OF THE GREATECT :
AND INPORTAHCE 70 THE SENTOR OPFICIALS WHO PARTICIPATED IN THIS PROGRAM

1. The sroblem of getting senlor officials to comprehend the meaning,
importance, and ap licstion of acund management principles in their normal
operutiens in CIS, ' '

2. Tha problem of understanding what 1s aseded in terme of planning
for management Lmprovanant.

3, The nesd to clarlfy further the functions, responsibilities, authority,
and working relationshins at all levels of supervision.

I« Securing clearer ex>ression of gulding operating policy from the
top; the goordinatlon of top policy all down the liney the aoplicatien of
firmer discipline in requiring atherence to top policy at all levels.

5. Assisting supervisors to sscept se normal: corash situations, &
gondition of mehile resdiness, and perpetual uncertailnty in many oparational
mettors; and to achisve sound operationsl plannine within this climate,

8, The necessity, from now on, for develeping procedures that will
make 1% nossible %o pruns out the desd wood,~ to ease oul of the Agency
those individuals for whom there $s no longer useful work,

7. The Carcer Service Program. Thers apvears to be need for major
applications of thought and effort o this problem.

8. It wes »aco'nized that a great deal of attention needsd to be glven
to the quality and effectivansss of swervisor-gubordinate relaticnshins,-
espeeislly with reference to ths uss of staff meetings; the need for susarvisor-
subardinate individual conferences pericdieally; and the superviscris
responsibility snd opportunity to promote the growth and develepment of the
individusls ander his supervision.

e Clarifying the appliestion of nged 1t
tionally associated with an oparatlon, and b

10. Cheeitdng u> to see that more sttantion, both formal and informal, is
being given to the recogniticn of work well done,~ the lower dowm the eperating
scale, the more lmsortant,

1i. Working out means of securing & dbetter quality of ccanleted staff
work from too levels down and therely greatly Lsproving effielency :

12, Spotlighting the Franch Chief's job in DDP as the centrsl focus for
£1ald ooerations; achleving 2 msasure of standardizstion through sdopting best
practices émrm;r; and strengthening the quality of the Washington-field
relationshine.

know strictures for those fuine-
sen separate operating offlces.
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